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Organizational, Work and Personal Factors in Employee Turnover and Absenteeism,

Lyman W. Porter and Richard M. Steers

University of California, Irvine

To those concerned with studying the behavior of individuals In orgnniza-"

tional settings, employee turnover and absenteeism represent both interesting

and important phenomena. They are clear-cut acts of behavior (the employee

has or has not terminated from the organization, was or was not present for

work on a given day) that have potentially critical consequences both for the

the person and for the organization. It is for this reason that both turn-

over and absenteeism have been investigated in a relatively large number of

studies to date and are likely to remain a key focus of personnel research by

psychologists. It is the purpose of this article to provide a review that:

(a) comprehensively covers the most recent research on the topic; (b) relates

the research findings in a systematic fashion to the organizational and work-

ing environment; and (c) attempts to provide a basic conceptual framework

for viewing the findings.

For purposes of the analysis in this paper, turnover and absenteeism

will be regarded as facets of "or-anizetional withdrawal." Withdrawal will

thus refer both to the voluntary act of permanently leaving the organization

and to the voluntary act of staying away from the organization for limited

periods of time. Since both turnover and absenteeism can occur for 1unavoid-

able rasons--e.g., milltary service or the geographical transfer of a spouse

for the former, and illness or family crises for the latter--we will. focus

our attention only on those studies that include data believed to represent



avoidable turno',er or absenteeism. In other words, the behavior in question

represents situations where the organization would (presumably) like the

person to remain as an employee but he chooses to leave, or where the organ-

ization would like the person to be at work and he chooses to be absent from

work. (While such problems as accidents and alcoholism might be considered

as other forms of withdrawal, they will not be dealt with here--both in order

to provide reasonable limits to the scope of the review and because there is

relatively little research on them that relate them specifically to organiza-

tional and work factors.)

In the past there have been some four reviews of the literature dealing

with turnover and absenteeism. Three of these (Brayfield & Crockett, 1955;

Herzberg et al., 1957; and Vroom, 1964) are now out of date in relation to

all of the research carried out during the past decade or so, and the fourth

(Schuh, 1967) represents a highly specialized review of only a portion of

the available literature. Before proceeding to our own analysis of the

recent literature, however, it will be helpful to summarize briefly what

was uncovered by the previous reviews:

Brayfield and Crockett (1955) reviewed seven studies of turnover and

eight of absenteeism. They concluded that some evidence existed, mainly

from studies using group rather than individual data, of a significant but

complex relationship between employee dissatisfaction and withdrawal. However,

these reviewers pointed to major methodological weaknesses in a number of the

studies, such as the failure to obtain independent measures and the use of

weak or ambiguous measurement techniques. Such flaws were so prevalent that

they questioned whether methodological changes alone would substantially

increase or decrease the magnitude of many of the obtained relationships.



In general, then, they pointed as much in the direction of a need for Increased

rigor in research techniques as toward acceptance or rejection of an

attitude-withdrawal relationship.

About the same time, Herzberg et al. (1957) also published a review of

investigations which in some manner related to attitudinal factors involved

in withdrawal. They cited 24 articles concerning turnover, and 13 concerning

absenteeism. Their basic conclusion was that job attitudes did indeed

represent a significant force in the decision to participate or withdraw.

They felt thý literature to that date indicated there were at least three

specific variables that were important determinants of attitudes that, in

turn, affected withdrawal: (1) the nature of the social worU group to which

the individual belongs; (2) the discrepancy between starting salary and a

worker's rate of pay on his previous jobs; and (3) the worker's opportunity

to participate in the decision-making process and to feel useful in the

total context of his work environment.

Caution should be exercised, however, in accepting the conclusions from

the above-mentioned review. First, although many articles are referenced,

only a few are described even briefly. The reader therefore is forced to

rely on the reviewers' interpretations and conclusions since insufficient

information is provided for independent judgment. Second, the review

generally ignored the methodological problems and weaknesses in most of the

research cited. Thus, it is difficult to evaluate the quality of the support

for some of the conclusions. Finally, it should be pointed out that one of

the three specific factors that was cited by Herzberg et al. as resulting in

increased withdrawal--disparity between present pay and previous pay--was

based on only onee reported study. In summary, while the Herzberg et al. review
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claims to have found definite evidence of causal relationships between job

satisfaction with several aspects of the organizational situation and with-

drawal, care should be taken in placing undue coafidence in the strength of

such conclusions reached in the review.

Several years later, Vroom (1964) again reviewed the literature per-

taining to job satisfaction and withdrawal. His review included ten articles

not previously covered by either Brayfield and Crockett or Herzberg et al.

The results of his analysis generally reinforced the earlier conclusions.

Vroom reported that the studies he reviewed showed a consistent negative

relationship between job satisfaction and the propensity to leave. In

addition, he found a somewhat less consistent negative relationship between

job satisfaction and absenteeism. Vroom interpreted the findings concerning

job satisfaction and withdrawal as being consistent with an expectancy/

valence theory of motivation; namely, workers who are highly attracted to

their jobs are presumed to be subject to motivational forces to remain in

them, with such forces manifesting themselves in increased tenure and higher

rates of attendance.

Schuh's (1967) review focused primarily on studies of the prediction

of turnover Iy the means of individual inventories and biographical infor-

mation. From his review, he concluded that there was not a consistent

relationship between turnover and scores on intelligence, aptitude and

personality tests. However, he felt there was some evidence that vocational

interest inventories were predictive of turnover. "lost predictive of all,

though, were scaled biographical information blanks in relation to turnover.

Also, a very small number of older studies pertaining to job satisfaction

were cited in the review, and these too seemed predictive of turnover. The
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review presents little in the way of conceptual analysis or interpretation,

and scant attention was given to possible methodological problems in the

various studies. Even so, the review is useful to the extent of summarizing

the available evidence concerning the utility of biographical and test-type

irstruments in the prediction of turnover.

Taken as a whole, the above-cited reviews and their conclusions point

to the importance of job satisfaction as a central factor in withdrawal,

particularly as it may interact with more specific organizational and

individual variables. In the review that follows, we shall attempt to

build on the previous ones by citing the rather extensive literature (some

50 studies) that has not been previously covered. (In addition, a few key

articles that have been previously reviewed will be referenced as they

directly relate to the discussion of the most recent literature.) This

review will be presented in a framework that relates the findings to the

organizational employment context. First, recent studies concerning the

role of overall job satisfaction in withdrawal will be reviewed. Next, and

more specifically, the literature will be categorized according to: (1)

organization-wide factors, (2) immediate work (job) environment factors,

(3) job content factors, and (4) personal factors. These seem to us to be

meaningful groupings in terms of the variety of possible "Internal factors"

(i.e., variables related to the individual's interaction with a work

situation) that could be involved in withdrawal behavior. (Omitted from the

present analysis, of course, is the obviously crucial set of "external"

factors pertaining to such things as economic conditions, the availability

of specific job opportunities, and so forth.)

L?
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Throughout this review we will be particularly concerned with the

potential role that "unmet expectations" may have on withdrawal behavior.

The concept of met expectations may be viewed as the discrepancy between

what a person encounters on his job in the way of positive and negative

experiences and what he expected to encounter. Thus, since different

employees can have potentially quite different expectations with respect

to payoffs or rewards in a given organizational or work situation, it would

not be anticipated that a given variable (e.g., high pay, unfriendly work

colleagues) would have a uniform impact on withdrawal decisions. We would

predict, however, that when an individual's e':pectations--whatever they

are--are not met, his propensity to withdraw would be increased. We will

return to the possible role of "met expectations" following our review of

the various segments of the recent literature pertaining to withdrawal.

teJob Satisfaction and Withdrawal

i Subsequent to the publication of the previous reviews, many new in-

vestigations have appeared concerning the relationship of overall job

Satisfaction to turnover and absenteeism. These findings will be briefly

summarized here in order to determine how they relate to the earlier find-

ings as previously reviewed.

In two related predictive studies of particular merit, Hulin investi-

gated the impact of job satisfaction on turnover. In the first study

(Hulin, 1966), the Job Descriptive index 'JDI) was administered to a large

sample of female clerical workers. During the next twelve ,,caths, 43 girls

who had completed the questionnaire left the company. Each of these "leavers" .

was matched with cwo "stayers" on the basis of several demographic dimensions

\4
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(e.g., age, education). Significant differences were found between the

stayer and leaver groups on mean satisfaction scores. Hulin concluded that

at least in this sample, subsequent leavers as a group could be accurately

distinguished from stayers based on a knowledge of the workers' degree of

job satisfaction up to twelve months prior to the act of termination.

These findings raised the question as to the possibility of reducing

this turnover by increasing a worker's degree of satisfaction on the job.

Toward this end, the company instituted new policies in the areas of wage

and salary administration and promotional opportunities. Approximately

one and one-half years after these changes, Hulin (1968) administered the

JDI to a sample similar to the previous one. During the ten months following

the questionnaire administration, sixteen identifiable employees left.

Again these leavers were matched with two stayers each and again it was found

that termination decisions were significantly related to the degree of worker

satisfaction. An equally important finding of this study arose when Hulin

compared these JDI satisfaction scores with the results previously gathered

in the same firm before the policy changes (Hulin, 1966). An analysis showed

significantly higher levels of satisfaction with four of the five scales

comprising the JDI for the group sampled after the policy changes. Simul-

taneously, the department's turnrver rate during these two periods dropped

from 30% during the first study period to 12% during the second.

Other predictive studies have yielderd essentially the dme results

among life insurance agents (Weitz & Nuckols, 195S', male and female office

workers (Mikes & L'.1Sn, 1968) and retail store employees (Taylor & Weiss,

1969a & b). And '-Iild (1970), in a sur-.,ey of recently terminated female

electronics operatives, found thPL job dissatisfaction (caused mainly by

the nature of the work) was the major reason cited for leaving.
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Taking a somewhat different approach to the topic, Katzell (1968) and

Dunnette, Arvey and Banas (1969) investigated the role of original expecta-

tions at the time of hire as they related to later job experiences and

turnover. Studying student nurses and young executives, respectively, these

two investigations attempted to measure subject expectation levels upon entry

into the organization and compared these responses to later measures of the

degree to which such expectations had actually been met on the job. While

the Katzell study was predictive in design, Dunnette et al. solicited such

measures in a retrospective fashion. In both studies, no significant

differences were found to exist at the time of entry between the expectation

levels of those who remained and those who later decided to leave. However,

as time went on, significant differences did emerge; those who remained

generally felt their original expectations were essentially met on the job,

while those who left felt their expectations had not been met.

Also relevant to the role of met expectations in the particination

decision are the field experiments of Macedonia (1969) and Weitz (1956).

Both of these studies (described in greater detail below) found that where

individuals were provided with a realistic picture of the job environment--

including its difficulties--pr2ior to employment, such subjects apparently

adjusted their job expectations to more realistic levels. These new levels

were then apparently more easily met by the work environment, resulting

in reduced turnover.

Many studies, then, point to the importance of job satisfaction as

predictor of turnover. However, it anpears that expressed intentions

concerning future participation may be an even better predictor. In a large

scale investigation of inanagerial personnel employed 1y a -miputer manufIcLurer,
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Kraut (1970) consistently found significant correlations between expressed'

intent to stay and continued employee participation. Such findings were

far stronger than relationships between expressed satisfaction and continued

participation. And, in a study of turnover among Air Force pilots,

Atchison and Lefferts (1972) found that the frequency with which individuals

thought about leaving their job was very significantly related to rate of

termination. Based on these preliminary findings, an argument can be made

Insert Table I About Here

that an expressed intention to leave represents the next logical step after

experienced dissatisfaction in the withdrawal process.

While considerable investigation has been carried out since the previous

reviews concerning the relation of job satisfaction to turnover, only two

studies have been found considering such satisfaction as it relates to

absenteeism. Talacchi (1960), using the SRA Employee Inventory, found a

significant inverse relation between job satisfaction and absenteeism among

office workers. He -did not, however, find such a relation concerning turn-

over. And Waters and Roach (1971), using the JDI with clerical workers,

found significant inverse relations between job satisfaction and both

turnover and absenteeism.

In summary, the recent evidence concevning the impact of job satis-

faction on Withdrawal (especially on turnover) is generally consistent with

the findings as reviewed by Brayfield and Crockett (1955), Herzberg et al.

(1957), and Vroom (1964). (These new findings are sunmarized in Table 1).

It appears, however, that the major asset of these more recent findings is
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not simply their confirming nature, but rather their increased methodological

rigor over those studies reviewed previously. Most of the earlier studies

contained several design weaknesses (see, for example, the discussion by

Brayfield & Crockett) which the more recent studies have overcome to a sigai-

"ficant degree. For example, 11 of the 14 new studies reviewed here were pre-

dictive in nature. In addition, several of the research instruments used in

the more recent studies (e.g., the JDI) appear to be more rigorously designed

in terms of validity, reliability, and norms. Thus, these newer studies go

a long way in the direction of providing increased confidence in the importance

of job satisfaction as a force in the decision to participate.

Specific Factors Related to Withdrawal

While consideration of the role of overall job satisfaction in the

decision to participate is important, it tells us little about the roots of

such satisfaction. Knowing that an employee is dissatisfied and about to

leave does not help us understand why he is dissatisfied; nor does it help

us determine what must be changed in an effort to retain him. For the

answer to these critical questions, it is necessary to look more closely

at the various factors of the work situation as they potentially relate to

the propensity to withdraw.

We will begin our discussion with those factors that are generally

organization-wide in their impact on employees and move toward those factors

that are more unique to each individual. Some investigations are relevant

to more than one factor and will be cited more than once in this review.

In such cases, these studies will also appear in more than one of the

accompanying tables.

\V



11.

Organization-Wide Factors

Organization-wide factors for purboses- of this discussion can be defined

as those organizational variables affecting the individual that a.e :.n large

measure determined by persons or events exteraal to the inediate work group.

Under this rubric would fall such factors as pay and promotion policies, job

security and organization size. The relation of each of these organization-

wide variables to withdrawal will be analyzed separately.

Pay and promotion. In exchange for his time and energies, the organiza-

tion offers the employee a compensation package that includes not only

financial remuneration, but also opportunities for advancement and pro=otion

to more meaningful, challenging positions. Such payoffs to the e=ployee for

effective performance include, in addition to salary, increases in formal

power, authority and status within the organization. Where the presence of

such factors may serve as incentives to the individual, their absence

presumably can lead to dissatisfaction, absenteeism and termination.

There is no lack of empirical investigations into the relationships

between such compensation and turnover and absenteeism. Nor is there much

disagreement over the conclusion that low pay and lack of promotional

opportunities can represent a primary stated cause for withdrawal (Friedlander

& Walton, 1964; Hulin, 1968; Knowles, 1964; Patchen, 1960; Ronan, 1967; and

Saleh, Lee & Prien, 1965). The remaining analytic question is how pay and

promotion affect withdrawal.

One answer tc this question may be found in expectancy/valence theory

(Porter & Lawler, 1968; Vroom, 1964). Using such an approach, it appears

that at least two factors would account for the effect of compensation on

withdrawal. First, the amount of pay received (or the rapidity of promotion)



=ust be considered by the individual to be co==ensurate to his own level of

input on the job. In other words, the rewards received =st be considered

tc be equitable vien cocnared to expended effort. in addition, under this

theory, the individual =,,-t be convinced that continued Participation will

result in the future in more positively valent outcenes than any alternative

behavior (Laiwer, 1971)- In this sense, Using pay and pro-otion to Motivate

inproved attendance (or continued e=ploynent) would only proVe effective co

the extent that the individual valued such ccnDensation and felt that

1-=proved (or continued) participation would, in fact, lead to it. If the

individual felt he would receive the sane co=pensation irresnectiv-e of

attendance, or if he felt he could secure sinilar co-npe•nsation in another

organization, then such compensation would nrobably r-ot serve as an effective

m-o tivatfor.

A significant amount of research exists to support the first part of

such a theory (i.e., the necessity of perceived ecuitable rewards), u-ile

no research to date has been fcund that tested the role of anticizated rewards

on w-ithdrawal. One of the earliest studies on the nDercei7-ed equiity of

conpensation was carried out b: Patchen (1969) z=ng oil refinery wr-kers.

The results of this studv demonstrated that it was the percei-:ed fairaess

of pay and pronotion rather than si=plv their aneunt or rapidity that was

the pri•ary cause of absenteeism. E-hile the :aznitude of the rewards was

important, the =ore significant factor influencing the 4ecision to cone to

work was the ar-ount of loyalty and obligation created b- the -nployee' s

perception of fair treat-"ent by the conpany.

In a study of turnover anong Australian factor:y "xorkers, Yrt=wles (1964)

found that failure on the part of such workers to attain their "expected"
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vage •,as a better predictor of prope-siry to leave than •as the zunct of the

wage itself.. And Bassett (1967), in his study of turnover exong eiq

techb Z1 .erscn-al, found that e:Mloyces who co=sistenty- averaged hig er

pay increases terminated at rcgh6ly twice the rate as their ccu:terpzrts

averaging lower increases-. Tile several factors co';ld account for this,

Bassett hypothesized from these findings that contin-ally receivin- high

raises serves to create high expectations on the part of the e=ployee wicb,

if not substantially met in the funture, tend to result in increased terminations.

Studies by M1lin (1963) a-"S cleri:cal voorkers and by Kraut (1970) a•eng

conn-uter n-alesnen arrived at similar concllusions. Both studies foun-d satis-

faction with pay and -promotion (i.e., the degree to w-aich their eoectacions

had been met in this regard) to be negatively associated r-rith turnover. A••d

D:= nette er al.' (1969), in their survey of youn- agers, found tu er

to be inversely related to met expectations concerning rate of -pr~o-in

iPower, ~they found satisfaction with pay to be unrelated to turnover.

Finally, Telly et -al. (1971) found that perceived iequity or u-et expecta-

tions concerning both pay and promotion among hourly production workers .as

not significantly related to turnover. They ezxlzained this finding, however,

by noting that the jobs were unioniz-d and afforded little opportunity for

conpensation to be associated with individual effort.

Conpany incentive progra=s alined at reducing absenteeism and turnover

can also be subsu-ed under the co=pensaticn factor. I-o related tperi-ent2l

field studies have recently appeared which ir.estigated thre "=Dact of such

progra=s-and the degree of participaticn in their design-on absenteeis.n.

In the first ezperiment, three autonanous work groups independentl. developed

their own incentive plans to reward good ittendance MLabwler & Fac.=an, 1969)-



These plans were then i==~sed an other weeckg~t by cbe cc=zrpnLy. Tw~o

addiftionta- grcu:ýrs sexvei as co-t~rol gropps and received no crea=entr A

siwificant inrrease in ar~eresulted only, in thase three Sraoons w~o

for la:ted titeir ms al~ans.. Three cossible expl2=tnaCicns for such fiUndings

wrere posited by dmý imrestriarrs: (1L) parricivatio3 caused more canrnitzm

to the plan; (2) participation resmuked in increased 1newle0.&e con-cerning

rhe plan; and (-) garticization increased the enplo-ree's rutof the good

intentions cif -x=--enganr w-ith respect to the plam-

in a follmn-np stmdy on-e yea-r later by Scheflen, lzwder mnd P~azý (1971),

incentiwes v ere d~iscontiine--d in L-= of. the three original -participýac ie groups-

It waes roumd thnat attenda-mce iro~ned beAmr, urerreat~menc- leviý-s in these cv-o

groucps, r.-nile attendanmce remained bighb in th~~Fird grocp- Apparently, theI renm-al Of a -plan =tutally agreed tro ano-,- thee workers by~ Meger managenemnt

serrew' to e-estroy th~e norm of good attendance established by the -,ro--?-

These tzco strdies clearly point to the facIL that a-1t:.=rnIIo by7 =a=ageneMt

soeyto &.e mech-anicel- aspec.ts of a pay -alan zra bee i=sufficient to isre

t~.e su:ccess of the -alan. E=unloyee participation in the -45esigri and inieý-

menratixi Of such a plan cay ind.eed have a ggreater !=pact --a its suces

thnthe nechanics :*f &.e -plan itself. - Uile coim-estigatiznns stu-died

inentive-s fcr at::enAance, &.e ressults hae ener-,e a-;;iczati~n rt- tVe entire

area c~f cc atartirinativn L-2 tre o'r1 ~ r ofstai~

various pay ad rprzýnctian prcogra:ns nay: res-lt in znm in~:rezL:- ' in C-e 7erceived

equity of Vie prc~rzn, urhich, in turn., ct-uli lea! tc, rei!-;-el vende-.Zie5

totiard tiithi-awal- It is i-n-ortant t-c' k e - ~v tihat Vhese rtv: Etudies

were t:e cniy rigor-c-u in-.estigativas fveud L the recant lit-ýravare titat

-lealt wVW' tc-e ia:1 pfarticipatk,-n in -n--vi~pr~~

4



turnaer or abse-nceeism. ~uhe rizearies of tL-e benefits of o-articii'ative

~ ab~dit ap-pears far wre effort is ceedad to de=astrzte

e=?.Irical-ly theair real i-Icatfcv.s for ~ihril

I'm existing, eviiden~ce, then, tds- to indicate wih- ze n eap1oyee

witharm-S fren the organlzation becznse bme faileA to recelve a certalm

lewel of P2. Or a p=rC~tiO=, Be emes not eo so onLlv beccanse of 2 trerceivied

need or desire for the extra Incomte or b3i~fter: -mait-ion In adition, the

earcet"Ved imecnity of the action-thatm is, the failu~re of sncb action to

et his ep cattio~s-a aoprently often has signiffic.antc -i-ECE On his

dezision. 'Rie emplovee can therefore be seen z.-. nzimtaiming his inmtresmnet

Of tin amd effort Inn craz ees oniw so !aqg, as he receires .i~tat fbe

Cao-siders a Ifair return an that i=.esrener..

Zo sacurftv- Jobp sencrity,, traditionallyT %as Been regarded as tte

Prina=ry 63jeCtive Of. the bkue-coliar ;mkr Vnt 02en, is the erffect om

turnewer z~ a~seneteeisn ;iPhen this se,-ritv is Vthre ene-A? The e~ie ne Is

scarce.. In an azl~ssof exzit ize~e of 91 e~rlc-ees at: wari~cs le-vels

in the organiz-ational hierarchF, Rona,-n (1967) faunnd tha-t threaten-ed Iob

seconrrty zzas menticnned stof ten as the reason for lea.irim z~on; shop

werkers. Of fice werkers and azhtimnistrati~e pesneon the oth-erha,

=ade no nentio3 of s-ecirity anong their reasons.. ILL cnn be inf~erred frcm

these iiniingsc, althoughn not corrobDorated by th~en, that a possible explan,--

ticon lor suc-h terminatimns w-as One desire to attain other scuirces of e=2loyn.-ent

and tizns security before the izpmend'Ing or perceived i niglayoff-. Suzch

shop workers in the ;p-ast haxe been far more s~bject to layoffs than vere

clerical or imanaerI21 persznnel.
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!be f imsdir.-s reported by axer~s (1966) appear to be congrue~nt with s=d3

a possible e~m2an -aticn. Ea stodied tmro s=-.Mnies of bkte colla2r workers

MME2 Z`102-, the diMe=SiCoS Of - r aclae n yeo

Sa=nl!e Wras dmraw :ftmc a Ppo laticn off erzpioyers in severa1 repair sbens

rot du~e for closure, hiftie the secondA san~1e brs dramra frOM a pop latiOn

of ear~yees in repair shops that were dae for closmre. (¶he employe

-rerre the3 to he 12a16 ofrf, not trrnsferred..) it was fecnd that dur-ina the

period cir the st=&w, reported absences dana to "siclrass" for the scn

grcn-; were o-~er mrice rbt ar f !he- frirst andg the dnraciom of S-rchT a5see

was long;-er.. rhether sncb absences ca-n -:n fact be at-exibated vr,.nrrilw to

ilime or to prov-idipg oppormrniies for seakirn, ezrploy-.mmt e-lse-.&ere ccm-10d

not be ascertaimed -frcm the arailzble data.. la either case, it does a~a

in this stdy. tchat r-me 0threat of' a layof'Lf had sigmifican-t ef"Efects Ca

increases 5m absenteeisn-

Jt the Other hand, a re-ent- scr-& Of absemteeism znng ale and fezpale

prorct-gon e=Dloyees by Fershev (1972) did not rield simmilar results-. Ri

.is =6had stcd7 Cf en~1orees Airrc Aonr C-M Mi-es, Eers:hay- found no signiff-

!cant di;[ferenzes am attendan-ce between tl-ese wher~e s-chedied for 1avoff

(a=n3 so -or3 and t~tse se:o wiere t-., be retained.- Re eP--laimed s=%ch

findin-gs b-; s'zg~estizg tbaE the enl-1xees- !--- a ?tcn esire to earn as

:=ch as pcssi!bIe ri to 1avsff an:d Llzt new enir eutdrirn- ee stJ

per md -3 as eams-. ti: secv.re, t!.,.s eiizizatiz?, the zeedl tso tai~ktin off for

jcvh searc~i-~;..

It s-cu1 , enasized here ViatL t~ise firdings relatirg threatened

jab seciurit7 tri wi t!r-dala w.ere cni-; 1hesei ,-n s=21ies of bluie cellar ics.kers..



it sha•ld be further noted that nene of these svdies dealt with er.loyee

attitudes terimrd job securit. Suceh attitudinal d•ata e collected, hawrever,

by Tayler and Weiss (.19G9a G b). In a predictive stady of ret 1 soreStr

e~loyees. they sethe MIicesota Satisfaction ltzestionnaire (21M t

inr-estleate sati~sfaction-based causes for zeraination- A discrininant

function using 'M%. scores as predictors was ve-_-elopýed on cue group of

e~lorraes and 2anlJled to a cross-validation group.. AUl terminations, both

avoldeble and unawoidable, were included in this study uneer ther argznent

that such a proce.-sre proided a =oe stringent test of the actral relation-

snip between TEr em.nectations and re-ination. Significznt differemnces uere

fo-nd in satisfacrinn scores of .erceived job sezurity between Otse re=aming I

and those t.rho later l -1h. Tose who uere dissatisfied with their degree of

46b secuerit de-nstratzd a far higher nro•,-ftiy to lea:e.-

Organizational size. Only =ne std'y has been t.ncowered that e--irically

relates organizational size (as distinct f rom s--b-unit size) to w-ithdrawal..

I-gham (1971) found size of the organization to be highly correlzted with

absenteeismi but weak-ly correlated with turnover, In his e.-inarion of

eight British firns of var-y-ing size, Inghan further found through intervie-s

thar, with technology controlled for, (1) the worek tasks in snalU firns were

more varied and allowed for greater individual autonony, and (2) there was

greater opportunity for social interaction both vertically and horizontally

in the snaller firs. Based on these findings, Ingham advanced the argunent

that epyloyees were attracted to either larpa or snaUl organizations for

different reasons. Workers in the larger vlants (which paid higher wages)

were viewed as being nore sensitive to the econiriic aspects of their

enplornent and less concerned with non-econemic facters. Enployees of



S~al er P1a--cs, 0.- t~he oeher hand, appeared to be sert iag tkeir acceptable

wagge le;:el a: a ~uhlocuer~ lewel" anrd, si= 1raa=eoatsly erad significanrky

highr ~ eco~~icreniiards.. Th-is, accordliag to LIgban, a siaflar degree of

ccosrae~e bevaween warkers' expectacioa~r and the organizaciornal. reward

system can te found in both large and szafl organizations, thcrgh for

difierent reasoms.. Yrr high~er wages of the Ilarger fir-s tezid to satisfy

tzr~se enniov.ees WED are =are =oetzrily oriented and "MZve C-Tced to joiM

su..b lar-e ccnfes- Si-milrlw, tHe increased o=crcurity for mnore

effezziwe inrerrersonal Interaction arowifeE. bw' the snafl-er -Finn-s is wie-wed

as satisfying &,.e ty.-es of needs of chase siho have chosen to work for suen

r:-rt=s. TEZus, rCC~rding iLO I-M-aa turn-over rates would be exzpected to be

alkuc, eqsal. bezause ef similear levels cof =et ezaettic-ns..

Gin the ather han-d, lng~ha- argzees the t 4absenteels-n is a funiction of

T!:e degree t~f en,-Io7.ee i et-Ification. with the organization. Fol1"in

f~iis approsech, w-,)eers in large and seai r-s would have roug~hly the

Insert TabIle 2 Abouit Fere

s--e rate o-f turnc-rer because their 4iffering? L-ectstin wr-uld be

rnpetriveav7 met, b-3t the greater degree o~f ipersonality brcu;ght on by the

in~creased 15ureaucratization of the larger firn-s would reduce the e'jployee's

identification with t-2at type of firm-. The result would be increased

absenteeism- in the larger orpanizations. rnfortunatelD., sufficient evidence

is not presented in intban's ow-n study to demonstrate the validity of such a

hypot'hesis.. Thus, while tne theoretical explanation goes :ar in contributing,

thcught-proveking, insisghts into the withdrawal process, -,uch n-ore empirical
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work is necessaryV before confidence in the hypothesis as a predictive

device could be achieved.

The results of this study, along Vith the other investigations relating

Zrganizational environent factors to withdrawal, are su=__arized in Table 2.

Sunary. Co=•ensation, primarily i-n the forms of pay and pro-_otion,

appears to represent a significant determinant in the tereinat-on decision.

Srhiie several of the recent studies reviewed above sinplv confirmed tf-e

conclusion of nrevious reviews that c=npensation was in fact a significant

factor in turnover, other studies investigated the reasons behind such a

relationshino. These studies fairly consistently pointed out the importance

of perceived equity and -et expectations as i=--ortant forces in such decisions.

The size of the nay raise or the rate of pro-otion, while important in and

of themselves, are in addition, weighed by the employee in the light of his

expectations, given his level of self-perceived contribution. The resulting

determination of his degree of satisfaction or dissatisfaction then apparently

inputs into his decision to remain or to search for preferable job alternatives.

Much less can be said about the inpact of job security. Three studies

strongly suggest that threatened job security leads to increased withdrawal

among blue-collar workers, while one study (of absenteeism) found no such

relation. It appears here that more data cutting across functional areas

and levels of various organizations are necessary to provide a clearer

picture of the importanze of job security as a factor influencing the

participation decision.

Finally, the results of one study indicated that turnover rates appear

to be fairly constant an.ong organizations of varying sizes, while absenteeism

is significantly higher in larger firms than in smaller ones. Some theoretical
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ccnsiderations were offered to ex-plain this variance, but were not effectively

substantiated by empirica! data.

Iediate Work Znviroi=ent Factors

A seccnd set of factors instrumental in the decision to withdraw center

around the itediate work situation in which the employee finds himself.. In

previous reviews, Brayfield and Crockett (1955) found that negative employee

attitudes toward their job context (especially at the lower levels) were

significantly related to absenteeism and, to a lesser extent, to turnover.

And Herzberg et al. (1957) found that such factors as the nature of the

social work group were of particular importance in the decision to partici-

pate.

Since these reviews were published, significant research has been carried

out which tends to supplement existing knowledge concerning the importance of

immediate work environment factors for withdrawal. Factors to be considered

here include: (1) supervisory style; (2) work unit size; and (3) the nature

of peer group interaction.

Supervisory style. Since the importance of supervisory style on employee

behavior was first brought into focus by the 'Michigan and Ohio State leader-

ship studies (Katz et al., 1950; Katz et al., 1951; Stogdill & Coons, 1957),

research on this subject has continued to grow. Several recent studies

address themselves specifically to the relationship between the nature of

supervision and turnover and absenteeism. The available evidence indicates

that supervisory style, concern and interest vis-a-vis the employee do have

an impact up to a point on the employee's decision to withdraw from the work

environment.
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Fleishman and Harris (1962) studied production workers in a truck

manufacturing plant. Fifty-seven production-foremen were seleLted for the

study along with a random sample of workers from each of their work groups.

The workers described their foreman's behavior by means of the Supervisory

Behavior Description Questionnaire SBDQ) (Fleishman, 1957a), while turnover

was measured by the number voluntarily leaving over the previous ll-month

period. Their findings ddmonstrated that turnover (and grievances) were

highest for those work groups whose foremen were rated low in consideration,

regardless of the degree of structuring behavior shown. However, this

relationship was found to be curvilinear, not linear. Critical levels

appeared beyond which increased consideration or decreased structure had no

effect on turnover rates. Fleishman and Harris interpreted these findings as

demonstrating that turnover may reflect an escape from a problem situation

which cannot be resolved in the absence of mutual trust and two-way

communication between foremen and workers.

Some reinforcement for these findings came in a later study by Skinner

(1969). Studying 21 foremen and 64 workers in their departments, and using

the SBDQ as well as the Leadership Opinion Questionnaire (Fleishman, 1957b,

1968), Skinner also found a curvilinear relationship between consideration

and turnover. Up to a point, higher supervisory consideration was associated

with lower turnover; beyond this point, little relation was detected between

the two factors. The results were seen by Skinner as a direct confirmation

of Fleishman and Harris' (1962) earlier findings.

The centrality of supervisory consideration as a factor in turnover has

also been demonstrated by Saleh et al. (1965) in their survey of recently
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terminated hospital nurses. Using an ex post facto study design, they found.

lack of consideration to be the second most- cited reason for termination

(after the nature of the work itself)., And, in.a study of male hourly

production workers who quit within the first year of employment, Ley (1966)

found ahighly significant correlation (r = .76)j between turnover and

authoritarian ratings of employees' foremen.

In a more rigorous, predictive study among clerical workers, Hulin

(1968) also found significant differences'between stayers and leavers with

respect to satisfaction with supervisory relations. Taylor and Weiss (1969a

& b), however, took issue with Hulin in their study of retail store employees.

In their sample, they found no significant relationship between turnover and

satisfaction with the nature of supervision.

Finally, in an effort to test the applicability of Adam's theory of

inequity to turnover, Telly, French and Scott (1971) surveyed a large sample

of hourly production workers drawn at random from shops rated either high

or low in turnover (based on previous turnover rates). The subjects were

administered a Likert-type questionnaire designed to measure perceived

inequities among various factors in the wo~rk environment. It was found that

"high turnover" groups perceived significantly greater inequity with respect

to the treatment they received from both supervisors and leadmen. Telly

et al. speculated that when an employee perceives inequitable treatment, he

may feel frustrated and will not contribute his best efforts toward the

primary goals of the organization; if this perceived inequity becomes

excessive, he will actually separate himself from the organization.

Several investigations have been published that looked at more specific

facets of supervisory behavior as they relate to withdrawal. One previously
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reviewed SLudy of particular merit, carried out by Ross and Zander (1957),

investigated the effects of recognition and feedback on turnover. Question-

naires were aaministered to a large sample of female skilled workers

e=ioyed in 48 sections of a major corporation. Questions concentrated on

the strength of certain needs as well as on the perceived extent to which

the needs were met by the eimployment situation. From persunal data, all

subjects were assigned to one of six categories depending upon their need

to work in an attempt to control for the effects of monetary considerations

on withdrawal. During the next four months, 196 of the subjects resigned.

Two contrel subjects who did not resign were systematically selected from

the appropriate category to match each resigned employee. The results

showued that no significaitt differences existed between those who remained

and those who later terminated concerning their perceived need strength

for recognition and feedback on their work. However, significant differences

were found to exist between the two groups as to Ehe perceived extent'to

which these needs were actually met. It was concluded by Ross and Zander

that receiving sufficient recognition and feedback to meet expectations

represented a significant factor in the employee's decision to participate.

Similar findings have been shown in a more recent study of turnover

among engineers. This investigation involved matching a small sample of

highly thought of engineers who voluntarily quit with a corresponding sample

of remaining engineers who reported to the same managers (Behavioral Research

Service, 1964b). Attitudinal measures were taken prior to termination. Two

important findings came out of this study. Those who left had much less

favorable attitudes with respect to the amount of feedback they received

from their supervisor to improve their present or future performance. Their
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expectations in this regard were substantially unmet. Secondly, major

disagreements existed among those who eventually left between themselves

and their supervisors over job goals. W.hile a larger sample size would

have been desirable here, the tendency does exist, according to these

findings, for the supervisor to be able to exert at least some influence

over the decision to leave through improved mutual understanding with the

worker as to job requirements and methods for performance improvement.

Such a conclusion is reinforced by a similar study in the same company

(Behavioral Research Service, 1964a). Although this latter investigation

did not study turnover, it did find that when a company-sponsored work

planning and review program was used in work groups and departments,

improvements in attitudes resulted in exactly the same two areas cited

above as reasons for terminating.

Finally, one study has been found which attempted to relate the amount

of managerial experience to turnover. In an investigation of white-collar

personnel in a large manufacturing company, Bassett (1967) found that turn-

over was substantially higher among employees whose supervisois had less

than five years of managerial experience. Among employees who themselves

had less than five years of tenure with the company, the tendency to quit

was roughly three times as high if they worked under a supervisor with less

than five years experience than if they worked under one with more than

five years experience. Bassett concluded from this finding that experienced

managers demonstrate greater capacity "to hold young talent in the compnr~y

[p. 6]." it should be noted here that years of experience as a manager was

the only characteristic of supervisors studied; the nature of that super-

vision was nit investigated. It is unfortunate that such data were
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dichor-onzed here Insread of presented in cc'nti n fc so =aalises af a

more infor-.ative navure could be carried oac. ¶be sim:-le diczor-r- 23 ET':.

aroitrar• selection of "5 years" as the cctoff .oint raise c.escion=s =ot

ofily as to the meaningfulness of the findings bac also as to their usef imess

for purposes of prediction. Even so, Bassetr has raised an issue tht

appears particularly relevant to turnover among, newl-y-hired eip~lovees-,

Future investigations ray find that -anagerial experience •.sc be c€asidered

by a company in determining where to place new enployees if turmwer zion;

such personnel is to be reduced.

In su•_ary, several factors should be noted about these studies of the

influence of supervision on the withdrawal decision. To begin with, all

studies investigated turnover, so no conclusions can be reached concerning

the effect of supervisory behavior or style on absenteeism. This is suraris-

ing considering the widely-accented notion of the centrality of the

supervisor as a factor in absenteeism. Secondly, those studies that compared

attitudinal measures uith turnover consistently found that turnover was

related to employee percentions that his expectations concerning seine aspect

of supervision were not met. Thirdly, it is felt that ;.ore rigorous research

methods (e.g., greater use of independent measurements) are in order here to

reduce the possible influence of spurious variables on the results. And,

similarly, more studies of a predictive nature (such as the studies by Ifulin,

1968, & Ross & Zander, 1957) would add greatly to the confidence with which

these results are viewed. The singular use of post-termination questionnaires

are open to a wide range of possible errors which predictive studies could

substantially reduce.
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Work unit size. The literature concerning the relationship between the

size of the work group and turnover and absenteeism was reviewed several years

ago (Porter & Lawler, 1965). While the reader is referred to that source

for details of the findings, the major points will be summarized briefly

here since they are directly relevant to the overall picture of the with-

drawal process.

Twelve studies were reviewed dealing with the impact of unit size on

absenteeism. In ten of the twelve studies, a positive linear relationship

was found between increased absenteeism and increases in unit size (Acton

Society Trust, 1953; Baumgartel & Sobol, 1959; Hewitt & Parfitt, 1953;

Indik & Seashore, 1961; Kerr, Koppelmeier & Sullivan, 1951; Metzner & Mann,

1953; Revans, 1958). Such findings appeared in factories, deiartments and

primary work groups. However, all of the above results were demonstrated

only among blue-collar workers. The only study that investicated both blue

and white-collar workers' absences found no relationship between unit size

and absenteeism among white-collar emoloyees (Metzner & Mann, 1953). The

final study reviewed was carried out by Argyle, Gardner and Cioffi (1958).

They investigated work groups varying in size from "one" to "twenty plus"

and found a curvilinear relationship between unit size and absenteeism. The

lowest absence rates were found to occur in the middle-sized groups.

Four studies were also reviewed by Porter and Lawler that investigated

the relationship between unit size and turnover, but only among blue-collar

workers. Three of the four studies found that turnover was greater in large

units than in small ones (Indik & Seashore, 1961; Kerr, Koppelmeier & Sullivan,

1951; Mandell, 1956), while the fourth found no such relationship (Argyle,

Gardner & Cioffi, 1958).
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No new studies relating work unit size to withdrawal have been found

that were published since the 1965 review. A clear tendency emerges from

that analysis for increases in the size of the work group to be positively

related to withdrawal of blue-collar workers at least up to a point. However,

no such relationship has yet been conclusively demonstrated among white-

collar workers. A possible explanation for the trend in findings among

blue-collar employees could be that increases in unit size result in

increased dissatisfaction with the available intrinsic rewards. For example,

increases in size could result in lower gruup cohesiveness, higher task

specialization and poorer communications. Such results could iake it more

difficult to fulfill one's expectations, resulting in increased dissatisfaction

that would lead to increased tendencies to withdraw. We would expect such

an explanation to be more applicable to blue-collar than to white-collar

employees since, on the whole, white-collar employees have more autonomy in

their jobs and are usually in a better position to discover alternate avenues

to intrinsic rewards.

Peer group interaction. One of the most potent forces in the socializa-

tion process within an organization is the interactive dynamics between the

individual and his peers. Peer group interaction can provide support and

reinforcement necessary for adjustment and attachment to the work environment.

Conversely, failure to secure such support may result in alienation from,the

workplace. Because of the potential importance of such a factor, it should

prove useful to investigate the effects of such interaction on the employee's

decision to remain with or leave his employing organization.

In a study of turnover among management trainees, Evan (1963) found

chat avoidable terminations were significantly lower when a trainee was
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assigned to a department with two or more other trainees than when he was

assigned to a department either alone or with only one other trainee. Evan

speculated from these findings that anew employee (trainee) who has the

substantive support of other new employees will he better able to contend

with the stresses and ambiguities created by a new job than he would without

such support.

The importance of co-worker support in retention has also been pointed

out by Farris (1971). In a predictive $Ludy among scientists and engineers,

he found that both perceived low inclusion in the organization and perceived

low group cohesiveness were somewhat effective predictors of employee turn-

over. And, Telly, French and Scott (1971), in their study of production

Insert Table 3 About Here

workers, found that perceived equity of the social aspects of their Jobs

was significantly and inversely related to turnover. ApDarentlv, the workers

were more inclined to stay when their expectations in their relations with

co-workers were substantially met. Findings of a similar nature were also

demonstrated by llulin (1968). In his study of clerical workers, Hulin found

that turnover was significantly and negatively related to satisfaction in

the area of co-worker relations.

Also using the Job Descriptive Index, Waters and Roach (1971) studied

both forms of withdrawal among non-supervisory female clerical workers.

Their findings Indicated that while co-worker satisfaction was significantly

and inversely related to absenteeism, it was unrelated to turnover. Here,

using the same instrument as Hfulin on presumably similar populations quite
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different results were obtained concerning turnover. Similarly, Taylor and

Weiss (1969a & b) also found satisfaction with co-worker relations was

unrelated to turnover in his sample of retail store employees. Thus, while

the majority of investigations showed a strong positive relatiohship between

satisfaction with co-worker relations and propensity to remain, these findings

do not go unchallenged. It appears that, once again, satisfaction with a

particular factor does not have equivalent degrees of impact on all types

of employee groups with respect to the decision to participate.

Summary. The findings, summarized in Table 3, provide a relatively

clear picture of the relation of at least three work environment factors to

the employee's decision to participate or withdraw. Several studies have

pointed to the importance of supervisory style as a major factor in turnover.

Apparently, when one's expectations concerning what the nature of supervision

should be like remain substantially unmet, his propensity to leave increases.

No studies, however, have been found relating supervisory style to absenteeism.

The size of the working unit has been shown to be related to both

turnover and absenteeism among blue-collar workers; however, insufficient

evidence is available to draw conclusions concerning such influence on

managerial or clerical personnel.

Finally, most of the research in the area of co-worker satisfaction

demonstrates the potential importance of such satisfaction in retention.

Such findings, however, are not universal; some studies show such satisfaction

to be completely unrelated to retention for certain populations. A possible

explanation for such divergent findings is that some people may have a

lower need for affiliation than others and may place less importance on

satisfactory co-worker relations. Alternatively, it is possible that
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some organizational settings provide for a greater degree of peer group

interaction, thereby increasing the probability that one's levelof expecta-

tions would be met in this area. In either event, co-worker satisfaction

cannot be overlooked as a possible cause of attrition.

Job Content Factors

It has long been thought that the duties and activities required for

the successful performance of an individual's particular Job can have a\

significant impact on his decision to remain with and participate in the

employing organization. Such job requirements are presumed to represent

for the individual either a vehicle for personal fulfillment and satis-

faction or a continual source of frustration, internal conflict and

dissatisfaction. In recent years, several new investigations have appeared

which provide added clarity to the role of siich job-related factors in'the

withdrawal process. Four such factors will be discussed here: (1) the general

nature of the work; (2) job stress and repetitiveness; (3) job autonomy and

responsibility; and (4) role ambiguity and conflict.

Nature of work. Several investigations studied turnover and absenteeism

as they are affected by the nature of the job itself. We are concerned in

this section primarily with studies concentrating on satisfaction with the

overall nature of the assigned tasks. Investigations of such specific facets

of work as job autonomy or stress will be dealt with in later subsections.

In a survey of recently terminated nurses, Saleh et al. (1965) found

that the single most frequently cited reason for avoidable termination was

dissatisfaction with the nature of the job itself. Included ,inder such a

category were dislike of hours, too heavy a workload, lAck of opportunity

to use abilities and dislike of actual work performed.



Dunnette, Arvey and Banas (1969) also studied the relation between

turnover and met expectations wi'th respect to task requirements. They

mailed questionnaires to a large sample of low tenured managers employed

by a major corporation and to an equally large sample of low tenured

managers who had recently quit the same organization. Subjects were asked

to recall their expectations at the time they left college and began work,

what their first jobs with the company were like and what their present

jobs were like. The information gathered was thus of a retrospective nature,

not a predictive one. Based on these data, it was found that both #roups

recalled being highly optimistic concerning their job prospects at the time

of ertry into the organization. The level of expectations of both .roups

was essentially the same. The first job assignment, however, brought

disappointment and dissatisfaction to both groups in four areas thdt were

considered important by the subjects! (1) the use of their own abilities;

(2) a sense of accomplishment; (3) interesting work; and (4) an opportunity

to advance. But while the failure of the first Job assignments to meet

individual expectations existed for both groups initially, significant

diff'erences arose with later assignments. The employees who subsequently

remained with the organization perceived themselves as moving into jobs

more closely aligned with their expectations, while those who eventually

left moved into jobs which were perceived as increasing the disparity

between individual expectations and the realities of the job. Thus, again,

failure to meet one's expectations appears to be a major contributing

variable in the decision to withdraw.

In an effort to increase the accuracy oF prediction of future turnover,

1iunnette et al. also constructed and tested a Motivation Index on the samlnle.



Designed within an expectancy framework, this Index measured employee

performance-reward expectancies, instrumentalities and valences on the job

and combined such factors in a multiplicative relationship in an attempt

to derive a measure of motivational force. Using this Index on their

managerial sample, Dunnette et al. were able to successfully differentiate

stayers from leavers, although no significance levels were reported. While

it is difficult to evaluate the importance of these findings due to the

retrospective delta collection procedure, the use of such an instrument in

the study of turnover appears to have potential benefits that should not

be overlooked in future research.

Similar findings concerning the impact of the job itself on the

participation decision have also been demonstrated elsewhere, without the

use of retrospective techniques. Significant relations between turnover

and dissatisfaction with the nature of work have been found among female

clerical workers (Waters & Roach, 1971), female manual workers (Wild, 1970),

male production workers (Telly et al., 1971) and computer salesmen (Kraut,

1970). One study, however, among female clerical workers, failed to find

such a relationship (11ulin, 1968). Furthermore, such dissatisfaction has

also been shown to be significantly relaced to increased absenteeism among

female clerks (Waters & Roach, 1971). Finally, and more specifically,

turnover has been found to be inversely related to the perceived opportunity

to fully utilize one's abilities on the job (Taylor & Weiss, 1969a & b),

and to the perceived importance of the work performed (Katzell, 1968;

Taylor & Weiss, 1969a & b).
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Job stress and repetitiveness. The required technology of a job often

imposes severe constraints on personal actions and activities at work.

Pressures for increased production or efficiency may result in increased

fractionation or routinization of certain jobs. This repetitiveness of

task may then contribute, along with other factors, to increased job stress

as perceived by the position holder. MWile efticiency or reduced operating

costs may be the goal of such actions as the routinization of job technology,

such a goal may at times increase coits through rises in absenteeism and

turnover. Several studies point to such a possibility.

Guest (1955), in a followup study of the classical investigations by

Walker and Guest (1952), interviewed eighteen workers who quit their assembly

line Jobs after 12 to 15 years on the job. Despite the small number in the

sample, a definite trend emerged in which the routine and fractionated

nature of the required job technology was seen as the primary factor

prompting termination from the organization. Unfortunately, from the data

presented, it is not possible to ascertain whether those who remained on

the assembly line had equally negative feelinvs toward their jobs. Guest's

(1-955) contention that highly routine, fractionated jobs can lead to with-

drawal has received some later support from Wild (1970). He administered

forced-choice questionnaires combined with mnstructured interviews to female

manual workers in a British electronics firm who recently terminated. The

reason most often mentioned for their termination was overall dissatisfaction

with the highly rationalized nature of the work. This reason was expressed

by 36% of the sample. Again, however, no control group was sampled. This

lack of adequate controls was overcome in the predictive ctudy by Taylor and

Weiss (1969n & b) among discount store employees. Here, it was found that

variety of work was significantly and negatively related to turnover.
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A somi- a diffferent conclusion vas arrived at by Kilbridge (1961)-.

Studying e=-Toyees in various positions of tw.'o manufacturing firms, Kilbridge

foun no clear relationship between e=noyee turnover and the' repetitive

mature of the job. However, absenteeism was found to be so=ewhat higher

am the more repetitive jobs. On the basis of these results, Kilbridge

advanced the notion that attempting to explain-withdraual in terns, of the

repetitiveness of the job represents too simple an ez-vlanation for an

intricate relationship. He argued that such job conditions as grouL

pressures and opportunities to earn incentive pay seem to have a greater

influence (at least in the two companies under study) on withdrawal than

task repetitiveness. Such an argument is in accord with the position

advanced by Hulin and Blood (1968) that merely enlarging or enriching jobs

will not necessarily result in reduced alienation and withdrawal from work.

Investigating the relationship between job stress and withdrawal,

Melbin (1961) found that both turnover and absenteeism among psychiatric

aides increased as a function of the frequency of job reassignment. According

to Melbin, continual changes in assignment led to increased frustration and

pres-ures to perform in unfamiliar situations. Katzell (1968), however,

found that turnover among nurses was unrelated to the level of stress on

the job. Such divergent findings here could result from differing measure-

ment techniques or from differing definitions as to what actually constitutes

job stress. Katzell used a post-termination questionnaire and asked respon-

dents for perceived degree of experienced stress. Melbin, on the other hand,

used personnel documents of the employing hospital and only inferred that

continual reassignment would cause increased stress.
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I

the factor of job stre~s was.4 also- investigated-by. Lef'koywiti and Katz

(1969) in their comparative study- of differences b~tween reasons, cite& f3

termination during exit interviews and- those gathered through, .post-•

termination quegtioniiaires. Questionnaires were administered to 6-0 ecently

terminated empi6yees from a mediumý-sized factory. The results. of these

questionnaires •iere then compared against dbmpany records of exit ihterviewg

on these subjects. Both'dvoidable and- unavoidable turnover were studied.

-It was found that the most frequently cited reason during the exit interview

for leaving was "needed at home." This reason was mentioned 18 times while

"production stress" was only mentioned three times. However, the results

of the post-termination questionnaire cited "production stress" most

frequently as the major cause of termination. This reason accounted for 12

of the 30 responses for avoidable and voluntary turnover, while the second

most cited reason was problems with peers and supervisors.

Lefkowitz and Katz concluded from these findings that, for various

reasons, terminating employees tend to "clam-up" during exit interviews

and often do not reveal their true reasons for leaving. They therefore

argue that more accurate information can be obtained through follow-up

questionnaires, presumably administered through sources outside the company.

While their point concerning the accuracy of exit interview data is well

taken, it can also be argued that the time lapse between the employee's

actual work experience that-led up to termination and his completion of the

post-termination questionnaire may also allow for distortions to occur as

to his real reasons for leaving.



~Lb.~utni~ dtspisiil'-y.In, iddi4ti,6t ýto his-ý fihdiins -con-cekninig

,Od~ teldiohhiptress, and -euifibver, Qeti955,* Also-V~ker &

Giet~ l.~2 adfbu'riio'Vd -to:-be relatecs toA pe~rceive& lack of autoftom'y

'overon- zi*s work. -S'ince this. finding-, several 6tee tdehave, appeAriddI
wqhich 'attempted'',t6 car 'th~ig. relatiýonhp

;R66s aiid' Zander (1907) foudd in thei'r mdtched-s ample ý.tudy of female

c'l&7r-ida!l wokr, -that those who remained and, those who later l~eft both had

ldseiitially the sariie expectation§ concerning-ih6ei dree of autohomy that,

.Wi~i'd be p-resent 4nh theit jobs.- flowever, those 'wyh6 later left reported

signiff'6a~ntly lower levels of experienced satisfaction of these expectations,.

thus,-whdre 'expectation6 were not substantially met regardinig-the degree of

job ýautonomy, theOropensity to leave increased-.

Turnei and Lawrence (;l965), inves'tigated the relationship-between various

-task attributes and absenteeism among workers employed in sd~eral different

technologies. Using theik Requisite Task Attribute Index as 'a measure

primarily of the. -amount of autonomy And responsibility employees found in

their jpb,.they found, that workers scoring low on' the Index also demonstrated,

poor attendance. It was. concluded from-these findings that attendance, as. a

direct behavioral measurement of worker involvement in his work, would vary

positively with increases in autonomy and responsibility on the job.

Building on the work of Turner and Lawrence and others, Hlackman and

Lawler (1971) surveyed lower level telephone company employees in an effort

'to further clarify Oie im~pact of various job dimensions on absenteeismn.

The primary independent variables used in this study were: (1) jtrength of

desire for the satisfaction of higher order needs (e..g. , feelings of

accomplishment, personal growth, etc.) and (2) description of jobs on four



core di--rSions (variety,, autonomy, feedback and task idehtity); It was

found that absenteeism was si~gnificantly and inversely related- to both

auronC:M; and cask identity but not to variyt• o-f edback. In addition,,

strong sunport was sh6wn for the potential moderating effect of higher.

order need strengths on- bsenteeism. Fmployees who strongly sought-satis-

faction 6f higher order needsy demonstrated lower absence rates when working

on jobs rated high On the forr job dimensions; ho such 'relation was Iound

tor subjects rated low on such need strengths. Apparently°, where the job

provides amdeans by which the employees desirous of higher order need

satisfaction can work towards ihe satisfaction of such needs, their result-

ing satisfaction with the job can be manifested through increased attendance.

Finally-, two additionall.Dredictive studies among clerical workers and

retail store-employees have shown significant positive relationships between

satisfaction with. onei! perceived level of responsibility and autonomy and

propensity to remain (Taylor & Weiss, 1969a & b; Waters & Roach, 1971).

Role ambiguity and conflict. Kahn et al. (1964) have suggested three

conditions which can lead to role ambiguity: rapid organizational change,

organizational complexity and managerial philosophies concerning communica-

tionfs. When such ambiguity remains for brolonged periods of time, a feeling

of futility and general job dissatisfaction may result., Similarly, when role

expectations on a job-are conflicting, the individual will usually experience

increased stress and reduced job satisfaction. According to this model, the

typical end result of such role conflict and, to a lesser extent role

ambiguity, can often be ,withdrawal, psychologically if not physically.

Based on this thinking, it appears useful to assess the available research

as it applies to the relationship of role clarity to withdrawal. All of the

IM,

V-
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data deal with- turnover so, again, no conclusionis can-be reached doncerning

absenteeism

In an early investigation, Weitz (1956) tested the hypothesis that job

applicants who were provided- with a clear picture of their jobs prior to

employment would be more likely to remain wit:, the organization than those

who did not receive this information., Using a controlled experimental design,

Weitz chose for his sample 103 district sales offices of a major insurance

company. One-half of the offices served as the experimental group, while

thi. other half served as the control. Each new job applicant in tile

experimental group received a booklet describing in detail the insurance

agent's tasks and functions; applicants in the control group received no

such booklet. During the period under study, 19% of those who were hired

in the experimental group terminated, while 27% terminated in the control

group. Weitz concluded from these results that prior knowledge and under-

standing of the role reouirements on a job are a significant factor in

continued participation.

Similar findings were reported by Macedonia (1969). Among a sample of

applicants already accepted for admission into a colleg't-level military

academy, Macedonia sent a brochure to the subjects in the experimental group

describing the academy's environment as well as what would be expected of

the applicants should they decide to attend. Such Lnformation was not sent

to subjects in the control group. Results indicated that a significant.Iy

larger proportion of the experimental group accepted the school's offer to

attend. In addition, it was also found that a significantly larger number

in the experimental group survived training and remained at the school

beyond the first year. Yacedonia concluded from these findings that

--

-- ~-..--;< ~ ~ S--. --. a ?-tg - __ ___
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realistic role expectations were a key to reduced turnover anan ete subjects.

WThen the-subjects were better infor-ed of wuhat was before them, they wrere In

a better position to judge the desirability, of Pasitien acceorance in th-e

first place. .%nd, once accepted, they were better able to cope with an

environment about which they had increase•d knowledge.

In a questionnaire survey of 156 staff nurses, Lyons (1971) found teat

perceived role clarity was negatively related to voluntary turnover, pro-

perisity to leave. and job tension and positively related to Work satisfaction.

While the correlations were nonsignificant for nurses classified as 1ev on

a need-for-clarity index, such correlations were significantly higher for

-nurses with a high need- for clarity. Lyons concluded from these findings

that certain individuals have a higher tolerance for ambiguity in their

job and that such persons are little affected by unclear roles. On the

other hand, individuals less tolerant of role ambiguity tend to quit at

a higher rate if their roles are left relatively unspecified.

All three of these studies represent excellent research in terms of

methodology. While more research is deemed desirable here, the three

investigations when taken together are clear in their results. Prior

information concerning the nature of the job can lead to more realistic

expectations on the part of many new employees as to what type of job

environment they are entering. Such prior knowledge can allow the job

applicant to know what is to be expected of him if he joins as well as what

types of rewards are possible in exchange for his participation. Thus, we

would expect some individuals to conclude prior to employment that the

rewards offered by the organization did not justify the effort and to decide

not to join in the first place. Those who did accept employment with such

------------------
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prior knowledge, on the other hand, would have a more accurate picture of

the required efforts and possible rewards, resulting in a greater degree

of congruence between individual role and reward expectations and later

job experiences. Since rewards would be perceived here as being far more

equitable with the employee's adjusted (and presumably more realistic)

expectations, turnover due to unmet expectations should tend to diminish.

Summary. Some fairly consistent results can be derived, then, from

an analysis of the available literature concerning the impact on withdrawal

of role clarity and particular aspects of the nature of the job. These

results are summarized in Table 4.

In general, turnover has been found to be positively related to

dissatisfaction with the overall nature of the job among blue-collar and

clerical workers. Insufficient evidence is available to draw any such

conclusions concerning absenteeism, but initial investigations point to a

similar relationship. More specifically, the available data tend ti

indicate that both absenteeism and turnover are positively associated with

job stress and repetitiveness, although such a conclusion may represent

an oversimplification of the nature of the relationship (see, for example,

Hulin & Blood, 1968). Finally, a strong positive relation has been consis-

tently found between both forms of withdrawal and a perceived lack of

sufficient job autonomy or responsibility.

The above conclusions relate only to clerical and blue-collar employees.

Insufficient data are available to draw any such conclusions concerning the

impact of the job itself on managerial withdrawal. While two studies

(Dunnette et al., 1969; Kraut, 1970) indicate that dissatisfaction with the

nature of work is positively related to turnover among white-collar workers,



it is clear that more investigation among such samples is necessary before

firm generalizations can be made.

From a methdological standpoint, it should be noted that a few of the

studies utilized data collected after termination and in some cases no

comparative attitudinal data were sought for those who chose not to with-

draw. Thus, a finding that a significant portion of those who terminated

saw their jobs as having a high degree of stress may lose importance if it

is also found that those who remained also perceived high stress. This

Insert Table 4 About Here

problem of lack of suitable controls is not confined to job content factors;

unfortunately, it can be found throughout much of the reserach literature

on withdrawal.

The degree of role clarity on the part 5O. the individual can apparently

affect turnover in two ways. First, an accurate picture of the actual tasks

required by the or7ganization can function to select out nrior to emnloyment

those who do not feel the rewards offered justify such tasks. And, secondly,

accurate role perceptions can serve to adjust the expectations of those

already employed to more realistic levels as to what is expected of them in

terms of performance. The resulting increased congruence between expectations

and actual experience can apparently serve to increase satisfaction and

resul.ting tenure. No conclusions can be drawn concerning the effect of

role clarity on absenteeism due to a lack of investigations on the subject.
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Personal Factors

Factors unique to the individual also appear to have a significant

impact on the problems of turnover and absenteeism. Such factors include:

(1) age, (2) tenure with the organization, (3) similarity of job and

vocational interest, (4) personality characteristics, and (5) family

considerations. While often overlooked by investigators, the inclusion

of such items are central to developing a comprehensive model explaining

the dynamics of work participation.

Age. Existing empirical evidence generally agrees that there is a

strong negative relationship between increases in age and turnover (Bassett,

1967; Farris, 1971; Fleishman & Berniger, 1960; Ley, 1966; Minor, 1958;

Robinson, 1972; and Stone & Athelstan, 1969). One study, however, found

such a relationship in women but not in men (Shott, Albright & Glennon,

1963). Also, this relationship was found to be reversed 'in another study

for employees during training periods (Downs, 1967); employee turnover

among new trainees in two English public service organizations was found

to be higher in all groups over thirty-five years old. After six months

with the organization, however, older recruits began showing a lower

turnover rate than their younger colleagues. Several interpretations for

Downs' findings exist on the conjectural level, including the possibility

that older workers find it more difficult to adjust to new job requirements

but, once adjusted, are more likely to remain on the job. Such an interpre-

tation, however, has not been subjected to adequate empirical investigation.

While turnover generally appears to be inversely associated with age,

absenteeism may well be directly related to it, although such relationships

are probably weak. De la Mare and Sergean (1961), studying English

industrial workers, and Cooper and Oavne (1965), studyinp Enqlish
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construction workers, both found increases in age to be positively related

to not only the frequency of absences but also their duration. However,

Naylor and Vincent (1959) found absenteeism among female clerical workers

to be unrelated to age.

Length of service. Closely associated-with age is tenure with an

organization and, not surprisingly, many corresponding results emerged.

In a study of turnover among workers in an Australian manufacturing concern,

Knowles (1964) found that length of service on an employee's previous job

represented a highly accurate predictor of the likelihood of his remaining

on his present job. Also, Shott, Albright and Glennon (1963) found that

clerical workers who had long tenure with their present employer also worked

at least 10 months for their previous employer. Similar findings have also

been demonstrated by Fleishman and Berniger (1960) and by Robinson (1972).

Such findings reinforce the traditional "Job hopper" phenomenon so common

in the personnel manager's repertoire of evaluative employment t6ools.

The implications of tenure for absenteeism are somewhat less clear.

Hill and Trist (1955) studied absenteeism among employees during their

first four years of service and found that "sanctioned" absences increased

slightly, while "unscanctioned" absences first increased, then tapered off

slightly during the four years. Fluctuations in the rate of total absences

(both sanctioned and unsanctioned) over time was, however, minimal. 11.11

and Trist hypothesized that such findings indicate that those employees who

elect to remain with the organization discover legitimate (sanctioned)

means for temporarily withdrawing from the pressures of organizational

stress so as not to endanger their position. Nevertheless, such findings

are probably of little value in analyzing patterns of absenteeism over a



man's tenure since four years represents a relatively small period of time

when compared to someone's total working career.

Baumgartel and Sobol (1959) attempted to discover important trends in

the relationship between tenure and absenteeism with the two variables of

sex and "collar" held constant. Age was not held constant, however. Using

a large sample of airline employees, they found that white-collar men.and

women and blue-collar women increased in absenteeism with length of service,

while increased tenure among blue-collar men was ascociated with lower

absenteeism. Several possible (and somewhat conflicting) hypotheses were

offered to explain these findings but no firm conclusion could be drawn.

Similarity of job and vocational interest. In a previous review,

Sch,•h (1967) pointed to vocational interest inventories as being somewhat

predictive of turnover. He further hypothesized that such Inventories may

be even better predictors than evidence now indicates because of the

apparent failure, in many cases, to use proper statistical techniques in

analyses. The most important implication of Schuh's findings, though, is

that a propensity to leave may possibly be accurately predicted before

employment through the use of such interest inventories. Determining such

predictions prior to employment represents a significant advantage to the

organization over measuring such factors after employment, as is the case

with most of the other predictors of turnover.

Unfortunately, while empirically sound interest inventories have existed

for some time, there is a definite paucity of recent research relating such

inventories to turnover and absenteeism. Only three relatively recent studies

using interest inventories to predict turnover have been found. No studies

have been fdund concerning absenteeism.



Furguson (1958) and Boyd (1961) both investigated the predictive value

of the Strong Vocational Interest Blank (SVIB) for indicating potential

turnover among white-collar workers. Using a large sample of life insurance

salesmen, Furguson found no difference between termination rates among those

who rated high on the "successful salesman" interests on the SVIR and those

who did not. However, when scores were analyzed for only those salesmen

rated average or above average in performance by the company, it was found

that those with SVIR interests of successful salesmen terminated less

frequently than those without. Furguson hypothesized from these findings

that when the performance differential is equalized, the interests differ-

ential becomes paramount. Thus, the individual who attained a satisfactory

matching of his interest to be a good salesman with his demonstiated

superior sales performance was more likely to remain.

Also using the SVIB, Boyd (1961) studied engineers in one organization

and found that those engineers who remained longer scored higher on the

inventory on mechanical and technical interests and on artistic and literary

interests, while scoring lower on preference for repetitive detail. In

addition, those who remained longer clustered around the midpoint on the

competitive-persuasive activities rcale. While the implications of such

findings are not thoroughly discussed by the investigator, It does appear

that such scores are not totally incompatible with the engineer's job

requirements; it is possible that many of the vocational interests and

expectations of those who stayed were in large part met by the organization.

A more obvious example of the implications for tenure of congruence between

interests and job Is provided by Mayeske (1964). Using the Kuder Preference

Record in a study of 125 foresters, he found that turnover was slgnikicantly'

and Inversely related to preference ratings for outdoor activities.
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None of the three studies cited above represents a particularly

rigorous design. Further, all three studied managerial or professional

employees so no conclusions can be drawn concerning clerical or blue-collar

workers. In view of the magnitude of the potential benefits to be derived

from such knowledge, it is most surprising that far more well-designed

studies have not been carried out. Given these limitations, it can be

hypothesized from the findings that the propensity of an individual to

remain would increase with increases in the similarity of task assignments

and interests. Again, the employee is seen entering the organization with

certain expectations concerning what he wants out of a job. The more such

expectations can be met, the more probable it becomes that he will choose

to remain.

PersonalLty characteristics. Personal factors in addition to interests

also appear to have a direct impact on turnover and absenteeism. Sinha (1963)

discovered in his study of industrial workers a significant positive relation-

ship between manifest anxiety and absenteeism. The extent to which anxiety

influenced absenteeism, however, was not investigated. Similar evidence

has been produced by Hakkinen and Toivainen (1960), who found "anxiety

proneness" to be related to turnover among underground miners. Emotional

stability was also found in this study to be an important factor for both

remaining on the job and for attaining a degree of success on it.

In a further study of personality traits, Meyer and Cuomo (1.962) found

that, among a large sample of engineers In a major diversified corporation,

those who terminated appeared to be somewhat more aggressive, independent,

self-confident and outgoing. Such findings resulted from psychologists'

interviews shortly after hire. Those who tended to stay, on the other hand,



were seen by the interviewers as possessing more emotional stability,

sincerity, maturity, and strong identification with the job. In addition,

those who left scor d much higher in tests measuring verbal reasoninig and

educational breadth, while those who remained scored higher on tests of

ability directly relevant to engineering work, such as engineering knowledge,

mechanical comprehension and spatial relations.

From the limited evidence available, a tendency appears to emerge for

those employees who leave the organization to manifest characteristics near

polar positions at either end of various personality factor continua. For

example, those who are fairly unstable emotionally or exhibit high anxiety

tend to withdraw. Similarly, at the other extreme, employees demonstrating

a high degree of independence, self-confidence and agressiveness, as well'

as those with very high career aspirations, also appear to leave more often.

It can be hypothesized from these limited findings that the organization

tends to end up with as more permanent employees thosc clustering near the

center of such continua. Such employees tend to exhibit a greater degree

of emotional stability, maturity, sincerity, fairly narrow Job interests

and only moderate career aspirations.

Much work has been done recently which concentrates on the specific

personal motive of need for achievement. McClelland and Atkinson and

their associates have attempted to demonstrate through their research that

all individuals possess in greater or lesser degree the potential behavior

tendency to strive for achievement or accomplishment (Atkinson, 1958;

Atkinson & Feather, 1964; McClelland, 1951; McClelland et al., 1953).

In view of the importance of such findings, it is appropriate to investigate

the relationship of achievement-type needs to tuirnover and absenteeism when
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the individual feels either satisfied or dissatisfied with his level of

achievement.

Ross and Zander (1957) found in their study of clerical workers that

no essential differences existed among those who remained and those who

later chose to leave in the strength of their need for achievement. However,

those who later left indicated a significantly lower need satisfaction in the

area of achievement. Those who remained perceived such a need to be sub-

stantially met. This study has been replicated among a sample of young

managers with esnentially the same results (lDunnette,'Arvey & Banas, 1969).

Similarly, Meyer and Cuomo (1962) found terminations among engineers

were directly associated with very high aspirations for administrative

responsibilities. Apparently, these individuals possessed high expectations

concerning their level of achievement. When such expectations were not

met, their tendency to seek this satisfaction elsewhere increased. These

findings are at least in part reinforced by Farris' (1971) finding that

a major reason for turnover, again among technical personnel, was a feeling

that changing jobs would help one's career.

Finally, Taylor and Weiss (1969a & b) found that catisfactibn with

one's achievement on the job was inversely related-to propensity to leave

among retail store employees. And, similarly, Waters and Roach (1971)

found substantial evidence that such satisfaction was inversely related

to both turnover and absenteeism among female clerks. In summary,

consistent findings point to the importance to the individual in his

withdrawal decision of feeling that his achievement-type needs have been

substantially met.
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Family considerations. It is -generally thought that absences and

turnover among female employees,-specially if they are married-are higher

than among male employees. Possibly because of -this assumption, the majority

of studies relating withdrawal to family reasons have concentrated on females.

From the evidence available, however, it appears that family considerations

have a significant impact on both men and women at work, although the nature

of this impact is-somewhat different.

Stone and Athelstan (1969)-found turnover among female occupational

and physical therapiscs-Increased in relation to the number of children they

had. Naylor and Vincent (1959) found number of dependents was significantly

and positively related to absenteeism among a sample of female clerical workers.

And, Saleh, Lee and Prien (1965), in their survey of recently terminated nurses,

found that a full 30% cited "family reasons" as their reason for resignation.

In an attempt to test the: validity of an instrument designed to predict

turnover among clerical employees, Minor (1958) found that female employees

married over ten years tended to remain significantly longer with the

-organization than their counterparts married for shorter durations. The

subjects of this study- were employed by a major insurance company, with

one-half the sample being used for purposes of cross-validation. A possible

explanation for such findings could be that women who are married over 10 J

years have already had their children--many of whom have already entered

school. The women are thus freer to take a job with some degree of permanence.

Support for this explanation comes from Fleishman and Berniger (1960) and from

Robinson (1972), both of whom found that women with older children tended to

remaia longer than either single women or married women with young children.
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iOn the whole, then, ,ayailable studies do indicate that family res.on:-;"-

sibilities§ take -their toll on females, in .termis of attendance And tenure.

The effects of the family on the man's decision to-pfarticipate-, as noted-

earlier-, are somewhat different. Knowles (1964) found in. a study- of male

factory -workers that -emplbyees with one or more children stayed with the

organization longer than Single men or married men with no children. Irn

this case,. increased dependents resulted in the opposite effect from that v
of the female studies cited above. This fact is easily explainable by the

increased need. for income and security that family res.onsibilitV places

-upon the "breadwinner."

4hile more- dependents bring pIth them the need for greater job security,

the famiIy environment can also bring significant pressure to bear on the

male to leave his job. Guest (1955) found, for example, that social

pressures to quit were exerted on male workers by their wives ,who feared

the physical and -emotional strains of the job would break up what the wives

considered to be a "normal" family life. Thus, as far as Ehe male employee

is concerned, the family can apparently represent very mixed forces con-

cerning his decision to participate or withdraw from organizational activities

while, for the female employee, family considerations in the past have

generally represented forces only for withdrawal. Whether such trends will

continue in the face of both increased efforts by women to enter more

challenging job positions and' the current reevaluation of the traditional

-role divisions between men and women remains to be demonstrated..

Summary. The findings concerning ,personal factors in withdrawal are

summarized in Table 5. Age is strongly and negatively related to turnover,

while being somewhat positively (though weakly) related to absenteeism.
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Ski-2ariv, increased tenure appears to be strongly related to propehsity

to re kin; ne solid conclusions can be drawn conderning the impact of

reure on absenteeism, however, due to conflictin6 results.

Fro-_ limited studies, turnover appears t&,be positively related- to the

si=ilaritv between job reduirements and vocational interests. No studies

were found that related such interests to absenteeism. Predicting turnover

or absenteeism from interest inventories (assuming they are properly vali-

dated) represents an important possibility for organizations because such

ldatz can be coplected prior to employment. This advantage does not exist

for most predictors of withdrawal. Because of this benefit, research

en-hasis should be focused in the future on developing more rigorous

research designs to investigate the true potential of such inventories.

The majority of studies investigating the relationship between

personality traits and withdrawal center around turnover so no conclusions

cav be drawn about their relation to absenteeism. Apparently, the

possession of more extreme personal tharacteristics can lead to an

increvod tendency to leave the organization. Whfle further investigation

is dr'nitely in order here, a tendency exists for employees manifesting

very high degrees of anxiety, emotional instability, aggression, indepen-

dence, self-confidence and ambition to leave the organization at a higher

rate than employees possessing such traits in a more moderate degree. The

implications of such a phenomenon, if borne out by further researchl need

also to be investigated for their effects on organfzational efficiency and

effectiveness. That is, if such a pattern really exists, research is

needed as to the desirability for the organization.of accepting a higher

turnover rate in exchnnge for possiblc resulting increases in performance

Sil l~~~~~t-,l . ... -- ,,,, , ..
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from ,guch 'mobile, employees. No research has 'been found that demonstrates

,that lowtuinove6t-employees (those pqssessing more moderate personality

traits) are in fact bettei' performers'. Thuis, reduced turnover may be an

effectiveness.

-the available research indicates that for some employees the inability

to satisfy one's need for achievement can result in increased tendencies

to leave. These investigations havedonly been carried out, however, among

Insert Table 5 About Here

managerial and clerical employees. No such studies have been done on turn-

over among blue-collar workers and no conclusions can be made concerning

absenteeism of personnel in any job classification.

Finally, marriage and family appear to have different effects on men

and women. While family considerations usually result in forces for with-

drawal for female employees, their impact on males can be both positive and

negative with respect to leaving.

Summary and Discussion

The foregoing review clearly shows that a multiplicity of factors can be

associated with the decision to withdraw. It is possible, however, to

summarize briefly those factors for which sufficient evidence exists to

draw meaningful conclusions concerning their relation to withdrawal.

In general, very strong evidence has been found in support of the

contention that overall job satisfaction represents an important force

7f
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in the individual's participation decision. in addition, based on preli-

-inary evidehce, such satisfaction also appears to have a significant !mpact

on absenteeism. These trends have been demonstrated azong a diversity of

work group populations and in organizations of various types and sizes.

Moreover, the methodologies upon which these findings are based are

generally of a fairly rigorous nature.

However, as noted-earlier, it !s not sufficient for our understanding

of the withdrawal process to simply point to such a relationship. It is

important to consider what constitutes job satisfaction. Under the

conceptualization presented here, job satisfaction is viewed as the sum

total of an individual's met exDectations on the job. The more an indi-

vidual meets such expectations, the greater his satisfaction. Viewing

withdrawal within this framework points to the necessity of focusing on

the various factors that make up the employee's expectation set.

We have proposed.four general categories, or "levels" in the organiza-

tion, in which factors can be found that affect withdrawal. Sufficient

evidence exists to conalude that some of the most important of these

influences on turnover can be found in each of these categories. That is,

some of the more central variables related to turnover are organization-

wide in their derivation (e.g., pay and promotion policies), while others

are to be found in the immediate work group (e.g., unit size, supervision,

and co-worker relations). Still others are to be found in the content

of the job (e.g., nature of job requirements) and, finally, some are

centered around the person himself (e.g., age and tenure). Thus, based

on these findings, the major roots of turnover appear to be fairly wide-

spread throughout the various facets of organizational structure, as they

interact with particular types of individuals.

.low
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In addition, tentative evidence suggests that participation 'in decisionaw-

malking and increased job autonomy are also inversely related to such behavior.

M-ethodological Consideraltiions

Before discussing the ino~ications Of these findings, same attention

should be paid to the methodologies employed in these studies. k'hile

methodological problems with particular studies have been discussed in

the body of the review where appropriate, certain general issues warrant

emphasis here.

A major weakness of many of the studies of the various factors is the

failure to design the investigations in a predictive fashion. For example,

all six of the studies reviewed here concerning job stress and renetitiveness

collected the majority of their data (including attitudinal measures) after

termination. Under such circumstances, it is difficult to ascertain which

factor is the true dependent variable; indeed, it is quite probable that

the act of withdrawal significantly altered the attitudinal predisposition

under study.



Moreover, many studies failed to provide for adequate control groups

in their study designs. Thus. as mentioned earlier, a finding that most

terminees characterized their jobs as being high in stress may lose

meaning if it is also found that those who remained also perceived high

stress. The matching of stayers with leavers along several demographic

dimensions, as has been done by Ross and Zander (1957) and Pulin (1966,

1968), reduce such potential spuriousness of results. Similarly, it

should prove most useful if future studies would make greater use'of

cross-validational and cross-organizational designs for both turnover and

absenteeism. If we are to use the knowledge we htve gained or will gain

in any meaningful way, it is important to have some idea of its general-

izability across work environments.

With a few notable exceptions, the limited alternative questionnaire

technique has been used almost exclusively in the attitudinal research on

withdrawal. The singular use of such a procedure, while advantageous for

statistical and analytical purposes, may have the effect of omitting from

consideration important areas relevant to an individual's withdrawal

decision. In this regard, it appears a useful strategy would be the

increased use of supplemental data collection techniques (e.g., open-

ended interviews) in concert with the questionnaires. Such a procedure

would have the advantage of providing greate- explanatory power and

tncreased insight into the potential range of factors associated with

withdrawal.

Since the earlier reviews by Brayfieid and Crockett (1955) and

Herzberg et al. (1957), some advancements have been made in the literature

in the areas of increased validation and reliability of the instruments



employed. Good examples of such instruments for use in turnover and ab-

senteeism studies are the Job Descriptive Index and the Minnesota Satisfac-

tion Questionnaire. However, further efforts are necessary in the area to

provide a broaider array of validated instruments to gain tncreased compre-

hension of the phenomena.

[n addition, the majority of the studies reported here collected

attitudinal measures at one point in time and compared these measures to

withdrawal rates. Such procedures fail to take into account changes in

attitudes as they may or may not affect the withdrawal decision. Further-

more, such studies do not provide an auequate basis for drawing conclusions

concerning directions of causality. More attention should be paid in the

future to designing investigations which include researcher interventions

designed to alter expectancies, and comparing the effects of such inrter-

ventions to potential differences in rates of withdrawal. A use'.ul lead

has been taken here by Lawler and Hackman (1969; also Scheflen ?.t at., 1971),

where variables in the work situation were experimentally manipulated and

changes in attendance rates over time were systematically compared against

control groups. Future research should therefore make better use of the

longitudinal and field experimental designs (including adequate controls)

to more accurately isolate the study variables for purpose of analysis.

Met Expectations and Turnover

The preceding review of turnover and absenteeism highlights the

fact that there is. an abundance of findings concerning the former and

a relative paucity of findings cco ,ernlng the latter. Bicntse, of this

difierence, and because of the potential danger of urdue generalizations

from a joint treatment of the topics, turnover and absenteeism will be

treated separately here for purposes of discussion,
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The major turnover findings of this review, when taken together,

point to the centrality of the concept of met expectations in the with-

drawal decision. Under such a conceptualization, each individual is

seen as bringing to the employment situation his own unique set Aof

expectations for his job. It is likely, based on the results presented

here, that most employees place a fairly high valence on the attainment

of their expectations in certain areas, such as pay, promotion, super-

visory relations and peer group interactions. In addition, however, each

individual appears to place varying importance on a hos't of other poten-

tial "rewards" available from his job. For some, the most important

factor may be challenging work, while for others it may be the status

attached to one's job; for some, it may be both. Whatever the composi-

tion of the individual's expectation set, it is important that those

factors be substantially met if the employee is to feel it is worth-

while to remain with the organization. Doubling the salary of a man

who is genuinely disinterested in money may have little effect in in-

suring his continued participation. While this set of expectations may

be modified over time in response to past rewards, available alternatives

and other factors, it is toward the past or anticipated satisfaction of

this fairly unique set of expectations that we must direct our attention

if we are to understand the termination decision.

In general, then, the decision to withdraw may be looked upon as

a process of balancing received or potential rewards with desired ex-

pectations (in much the same manner as the model nroposed by March £

Simon, 1958). Such an.explanation, however, raises questions as to what

the organization can do if it wants to reduce such turnover. Based on
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the literature, several seemingly'contradictory approaches result. In

an effort to clarify these apparent contradictions, we will discuss in

detail the findings of four studies, by way of example, which are highly

relevant to the problem at hand.

Katzell (1968) and Dunnette et al. (1969) found that the mean

levels of initial expectations of those who remained and those who later

decided to leave were essentially the same. Thus, while individuals may

vary considerably in terms of their own expectation set, no significant

differences were found between stayers and leavers as a grou at the

time of entry into the organization. However, those who later left

reported significantly lower levels of met expectations as time went on.

Since the original expectations were similar, the significant differences

between the two groups ILn the degree to which such expectations were

actually met could have resulted from the existence of differential reward

levels. Those who left may have failed, in general, to meet their expec-

tations on the job and sought satisfaction elsewhere. Following this

approach, turnover could presumably be reduced somewhat through an

increase in the reward levels so they would be more congruent with the

more stationary expectation levels.

Weitz (1956) and Macedonia (1969), on the other hand, altered the

experimental groups' initial expectations, resulting in distinct differ-

ences between the stayers and leavers' mean levels of expectation at the

time of entry into the organization. Those who later decided to remain

presumably had more realistlc levels upon entry. A unitary reward

system can be inferred from these findings, suggesting that one key to

the reduction of turnover would be to clarify expectations among entering
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personnel so as to bring them into closer alignment with the available

rewards.

While the Katzell and Dunnette et al. findings appear to be in

conflict with the Weitz and Macedonia findings, closer analysis demon-

strates that it is quite possible to achieve a viable synthesis. It

appears from these investigations that both expectation levels and reward

levels are variable within certain limits. Such possible fluctuations

are depicted in the hypothetical example shown in Figure 1. Following

this example, we can first apply the results of Katzell and Dunnette et al.

where both stayers and leavers entered the organization with similar mean

expectation levels, represented in Figure 1 by the column labelled E1 .

As a result of differential reward levels, represented in Figure 1 by

R1 1 R2 and R3, some employees would tend to perceive that rewards met

or exceeded expectations (in the case of RI) resulting in increased

satisfaction and an increased propensity to participate. Other employees,

however, would perceive rewards to be below their expectations (in the

case of R2 and R3), resulting in decreased satisfaction and an increased

propensity to leave.

Next, we can apply the model to the findings of Weitz (1956) and

Macedonia (1969). Here, the mean expectation level of those who later

left remained unchanged (represented by EI), while the mean level of those

Insert Fig. 1 About Here

who stayed was adjusted downward (to E 2 by increasing the employees'

knowledge about the nature of the job. Thus, even with the impact of
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differential reward levels, it can be seen that, on the whole, a greater

number of those who stayed would be more likely to experience met expec-

tations than those who later left. The stayers, with more realistic

expectation levels, would have a greater number of potential reward

levels (R1 and R2) lying above their expectation levels than would the

leavers (R onlv), 6iereby increasing the chances of meeting or exceeding

their expectations on the job.

The use of such a model points to at least three actions that the

organization might attempt in its effort to rcduce turnover. First,

attempts can be made to enrich the total amount of potentially available

rewards. This action should serve to increase the probability that

reward expectations will be met. Such a procedure may have limited

applicability, of course, due to structural and financial constraints

on the organization. But various feasible approaches do exist for im-

proving "rewards" in such areas as supervisory and co-worker interactions,

recognition and feedback on performance, and fairness (if not increases)

in compensation policies. Second, organizations may consider thee in-

stallation of cafeteria-style compensation plans (Lawler, 1971) to allow

the employee a greater selection of rewards toward which to work. Such

increased selection should serve in part to increase the likelihood that

more of his expectations can be met on the job. Third, and perhaps

most important, the organization can attempt to increase the present or

potential employee's accuracy and realism of expectations through in-

creased communications concerning the nature of the job and the pro-

bable potential pnyoffs for effective rerformance. Where the employee

Fully understands what is 'xpected of him and what the organization
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offers in return, the likelihood of him forming unrealistic expectations

should decrease, resulting in increased possibilities that his expecta-

tions are actually met.

The clarification for the employee of both expectations and potential

rewards, then, should have the effect of generally increasing the degree

to which such expectations are met. Where these expectations have been

essentially satisfied, and where the employee has no reason to believe

they will not continue to be satisfied in the future, we would expect

an increase in the propensity to remain and participate in the activities

of the organization. Where the individual by and large fails to satisfy

his expectations, and where alternative forms of employment exist which

promise greater satisfaction, we would expect an increased tendency to

leave.

A final word is in order concerning the above studies relating to

turnover. To a large extent, there is an underlying assumption, often

inferred but sometimes stated, that the reduction of all turnover is

a desirable goal. Such an assumption may be questioned on several

grounds. First, from the individual's point of view, leaving an

unrewarding job may result in the procurement of a more satisfying one.

Second, frnm the organization's standpoint, some of those who leave

may be quite ineffective performers, and their departure would open

positions for (hopefully) better performers. The important point here

is that a clear distinction should be made in future research efforts

between effective and ineffective leavers. The loss of an effective

employee may cost far more than the loss of an ineffective one, and the

costs of ef'orts to retain the latter may well exceed the benefits.
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ý_A
ieird, ,given the present state of technological flu-i turnover day in

sone ways be considered a necessary evil. It may -be necessary to simply

accept certain levels of turnover as the price for rapid change and in-

Screased efficiency.

Met Expectatiobs and Absenteeism

The organization's tendency not to .accept even minimal turnover

appears often to be matched by a somewhat unconcerned attitude toward

absenteeism. Perhaps this is due, in part, to an inability in many

cases to distinguish accurately between avoidable and unavoidable ab-

senteeism for purpcses of measurement. It may be, however, that the

costs to the organization due to poor attendance may be far greater

than the costs of turnover. The studies reviewed here indicate that

those employees in which the orgar.ization has the least investment

(young, low tenured employees) have the greatest incidences of turnover,

while those employees who are older and more mature (and in whom the

organization typically has greater investment)-apparently have increased

incidences of absenteeism. If this is the case, a redirection of effort

may be in order away from the study of turnover and toward a better

understanding of the more temporary forms of withdrawal. Too often in

the past, absenteeism has been considered the "step-child" of turnover

and it has been assumed, without sufficient evidence, that the two

shared identical roots.

Several important dimensions exist along which absenteeism as a

form of withdrawal can be distinguished from turnover: (1) The negative

consequences for the individuals that are associated with absenteeism

are usually much less than those associated with turnover. For example,
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xqwith th6e prevalence of company sick pay -policies, -,n employee can miss'work

(up to a .point)--withbut sciariy loss-. (2) Absenteeism is more likely to

be a spontaneous and relatively-easy decision, while, the act of termination

can be assumed to be more carefully considered over time in most cases.

(3) Absenteeism may sometimes represent a substitute' type of behavior

for :turnover, particularly where alternative empioyment is unavailable.

In this sense, absenteeism-may allots--for temporary avoidance of an 6n"

rewarding-situation without the loss of the benefits of empibyment; turnover,

on the other hand, represents a complete severance of the individual from

such benefits.

In view of some of these differences, it is interesting to investi-

gate the degree of similarity or difference-betweern the two- types of iz

withdrawal as they relate to the various factors in the work environment.

March and Simon (1958) hypothesize that no differences exist between ab-

senteeism and turnover insofar as the factors inducing such forms of

behavior are concerned. However, the evidence as reviewed above does

not entirely support such a position. For example, Waters and Roach

(1971) found that satisfaction both with job responsibility and with one's

rate of growth and advancement were significantly related to turnover but

not to absenteeism. Similarly, Kilbridge (1961) found significant associa-

tions between job stress and absenteeism but not for turnover. In fact,

of the 22 tested relationships in the studies reviewed here where data

were available on both turnover and absenteeism among the same samples,

only six found significant relations in the same direction between the

factors under study and both types of withdrawal. The remainder found

certain factors significantly related to one form of withdrawal but
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,not theothe t. Such findings suggest that some important differences- may

exist between the '!causes" Of turnovier hnd, those of absenteeism.

%h ileý sufficient data ate available here only to draw tentative doni-

clusions, support for this position can be found elswhere. Herzberg

et ai. (1957) reviewed- three studies investigating both turnover and

absenteeism. Two of these studies found positive correlations between

zthe factor under study and both types of withdrawal, while one found the

two- types to be inversely related to the factor. 'Moreover, Lyons (.1972),

in a recent review of 1] samples, concluded that "there- is little support

for the notion of common correlates [p. 279]" between various factors and

turnover and absenteeism.

It is important to realize, theft, that important differences do

appear to exist between the strength and nature of some of these factors

as ,they differentially relate to turnover and absenteeism. Even so, one

can speculate that the above model of met expectations as they affect

turnover (Figure 1) may also apply in a slightly modified version to- the

attendance decision. Based on initial findings, an argument can be made

that when an individual's expectation set is not substantially met, the

tendency to temporarily withdraw and avoid an unrewarding situation

would increase, particularly if more preferable alternative activitiesea.

are not available.

Future Directions for It~search

Based on this review, several fairly obvious voids exist in our

knowledge of turnover and absenteeism which require further study. To

begin with, much more emphasis should be placed in the future on the

psychology of the withdrawal process. While correlational studies abound

• 0
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(Particarlv with respect to turnover) which- relate various factors to

widmrbrawl, car u- derstanding of the manner in which the actual -decision

is mide is far from co-nlete.

Seco=d, a major focus should be placed on -differential expectation

le7e•s at the time of-emtry into-the otganization and the extent to

whicb these expt rations are net or altered over the-course of employment.

Tims srrongly suggests the need for-as much attention to "expectations"

as to "reactions" to the work situation.

Third, some attention should be directed toward the study of

differentially "valued" employees in relation to withdrawal. Organiza-

tional investments (e.g., compensation, additional training, experience)

in enployees can vary considerably across hierarchical levels and

"ftuncions. Similarly, some employees are rated higher by the organiza-

tion in terns of performance and potential. Little is known about the

relation of these factors to withdrawal. It is possible that the more

"valued" emp.oyees quit or exhibit high rates of absenteeism for quite

different reasons than those who are less valued.

"Fourth, more investigation is necessary which simultaneously studies

both turnover and absenteeism among the same samples as they are affected

by various factors in the organizational situation. Such designs would

increase our knowledge not only of the potentially different roots or

eacu type of withdrawal, but also of possible interactive effects

between the two.

Finally, future research should include more emphasis on determining

the effects of specific organizational interventions on turnover and

absenteeism. The increased use of longitudinal designs and well-

UMM
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conitrolled -field expe-riiiients would sigftificantl inraete confidenceI

we -codl1d place- in the presumied'-impact of -sigpif icaht variables on. iith-

dtawAl. [
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Fig-. I. Hypothe-�ic�1 example of expectations-rewards interaction

as� ie.tate to -decision '�to withdraw. 1 -�
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